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ABSTRACT

The Hinsda e Fire Department had witnessed tremendous growth in the last thirty
years. During that time it evolved from a combination department to afull time
department. The department had added advanced life support, fire prevention, public
education, hazardous materias mitigation and specidized rescue to its fire suppression
duties. The number of emergency responses had dmost tripled in the last fifteen years.

Training had been impacted by al the loca, state, and federd mandates that
accompany these additional services. Emergency and non-emergency functions were
competing for hours previoudy earmarked for training. Department training goas were
not being met. However, the training officer position remained in the same format it held
fifteen years ago as ajob function added to the job description of one of the shift officers.

The problem that faced the department was that training had become a source of
frudration for the training officer as he had witnessed his shift workload dragtically
increase while dtill being expected to keep up with an ever increasing training demand.
The other two remaining shift officers struggled to complete scheduled training. They
aso fdt that lesson plan development and implementation were lacking in the training
program.

Thisled to the redlization that the problems encountered in the training aspect of
the department may have arisen from the format of the training officer dso acting asa
shift officer.

The purpose of this research project was to examine the role of the training officer
asit reated to the effectiveness of the training program. Historical as well as descriptive

research methods were used to gather the applicable data. This research took the form of



asurvey sent to neighboring full time departments to identify how they were deding with
ther training officer’ srole.

Hinsddle Fire Department log books, training schedules, drill sheets, and
computer aided dispatch data were examined to identify any factors that might have
impacted the delivery of training. The provided data was used to answer three research
questions. The first question asked if the current method of assgning the training
officer’s pogtion to a shift officer was effective in meeting the Hinsdale Fire
department’ s training objectives? The second research question asked what format, asit
related to the training officer’s podtion, are other fire departments using to meet their
training objectives? The third research question asked what impact did non-emergency
functions and emergency response have on the training program?

The procedure to collect the data began with sending surveys out to forty-seven
full time fire departments throughout the Chicago metropolitan areato obtain information
on the role and position of ther training officer. The data collected from the computer
alded dispatch system was examined over the last two years to identify the number of
emergency responses and time of those responses.

Department training schedules and drill sheets from the last two years were
reviewed to check compliance with departmenta training objectives, aswel asdl locd,
date, and federa training mandates. Department log books from the last two years were
examined to note fire prevention and public education activities to seeif they impacted
training ddivery.

All three shift officers were interviewed individualy and asked, “What

difficulties do you encounter with carrying out the training objectives for the



department?’ This was used to examine what difficulties they encountered with the
delivery of the training materid.

The results indicated that the Hinsdale Fire department responds to approximately
70% of its emergency responses, provides 98% of its fire prevention ingpections and
100% of the public education programs between 7 am. and 7 p.m. Thisincressed
workload coincides with trying to “fit in” training for each shift officer and dlows no
time for the current training officer to run the shift and kegp up with training
respongbilities.

Examination of the training schedule and drill sheetsreveded that, whiledl locd,
state and federd mandated training had been met over those two years, fire suppresson
training gods of ten hours per member per month were not met. 1t aso reveded that
many times drills were crammed into an end of year panic, asthey were not
accomplished in the scheduled mode.

Findly, the surveys received from other full time fire departments reveded that
thirty out of thirty-sx departments used a forty hour aweek formet for their training
format. Five Departments did use the shift officer as the training officer. In three of those
cases, additiona hours beyond their shift work were provided.

The recommendations to the Hinsdale Fire department at this time were to
immediately add some additiona hours beyond shift work to the training officer to get
the training divison headed in the right direction. The long term recommendation was to

budget to add the position of training officer as a gaff function on aforty hour format.
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INTRODUCTION

The Hinsdae Fire Department is afull time department that conssts of twenty
full time members and covers acommunity of approximeately eighteen thousand people.
The department has been in existence for over one hundred years. During that time
period, the department has witnessed tremendous growth in the number of personnd,
emergency cals, and types of service provided to the community.

One common priority throughout the one hundred plus years of service has been
an emphagis on qudity training. Many incident command manuds originated from the
Hinsdd e Fire department in the mid 1960’ s from then Chief Emmanud Fried. A large
part of the organization's culture liesin the redlm of training.

One chdlenge for the Hinsddle Fire Department has been the ability to keep dl
firefighters trained not just in fire suppression but in the specidty aress like hazardous
materials, emergency medicine, technical rescue, efc. This, coupled with the fact that
locd, sate, and federd training mandates have significantly increased, hasled to the
conclusion that our current training format isin need of review asto it’s effectiveness.

The current training format assgns the training officer responghility to one of the
three shift officers as another component of their job description. It is his respongbility
to schedule training on an annua bas's and provide lesson plans to the shift officer to
carry out the training objectives.

Thisformat has been in place for over fifteen years and the department, asa
whole, has become aware of the struggle to meet dl the training demands, aong with the

other non-emergency and emergency work loads.



The department annud training god isto meet dl locd, date, and federd
mandated training and to provide each member with at least ten hours of fire suppression
training montily. Training has become a source of frudtration for the training officer as
he has seen his shift work load drasticaly increase while still being expected to keep up
with an ever increasing training demand. The two other shift officers are dso struggling
with completing training on schedule.

Examining the format of the training officer asit relates to the effectiveness of the
training program is the purpose of this research project. Three research questionswill be
examined to provide datain this area:

1 Is the current method of assigning the training officer’ s pogtion to a shift officer
effective in meeting the Hinsdale fire departments training objectives?

2. What format, asit relates to the training officer’ s position, are other fire
departments using to meet their training objectives?

3. What impact are nornemergency functions and emergency response having on the
training program?

Higtorical as well as descriptive research methods will be used to gather this data.
These research methods will utilize a survey sent out to fire departmentsin the Chicago
metropolitan areato identify their training officer formats

Also utilized were persond interviews with dl three shift Lieutenants to receive
their perspective on the training program and any difficulties they can identify. In
addition, training schedules and drill sheets from the last two years will be reviewed to
seeif training goas were met. Department log books will be examined to identify the

number of fire ingpections and public education programs that were performed. Run



sheets from the computer aided dispatch data log will be examined to identify the number
and time of emergency responses. These are dl examined in an atempt to identify any
factors that may impact the ddivery of the training program or the training officer’s
position.

Fire department periodicas and management texts, government reports and
aurveys, federal and state regulations, dong with applied research projects from the
Nationd Fire Academy, will aso be reviewed on the topics of training officers and

training programs.



BACKGROUND AND SIGNIFICANCE

The Hinsdale Fire Department has been in existence since 1893. During thet time
the makeup of the organization has evolved from a predominately pad-on-cal
department to afull time department. The number of full time people in 1960 was three
with our current gaffing at twenty.

Along with the increase in personnd has come an expansion in the areas of
service provided. In 1960, the department responded solely as afire suppression agency.
Their number of emergency responses that year was two hundred eighty-Sx. This
compared with the number of emergency responses for 1996 at one thousand seven
hundred ninety-five and 1997 which was one thousand eight hundred ninety-eght.

The fire department now provides emergency medica transport, hazardous
meaterias mitigation, fire prevention ingpections, public education programs, an arson
investigation unit, and atechnica rescue team dong with the pre-exiging fire
suppression duties. Each of these service areas comes with a minimum number of
training hours annually dictated by alocd, sate, or federal mandate.

Whileit is gpparent that these programs al have vdidity as aservice to the
community; they do not come without their own impact on the organizetion. Training
must be scheduled and implemented for each area. Lesson plan development or revisons
must be performed and drill records maintained.

The normd “meat” of atwenty-four hour shift, namely 7 am. to 7 p.m., appears
to be cramped. Training dong with fire ingpections, public education programs al fal
during that time dot. An emergency response is amost viewed as an intolerable

disruption to the god of accomplishing dl the other daily assgnments.



The obvious by-product of al these increasing demands has been frugtration from
the shift officersto carry out these various objectives. The bigger pictureisthat training
appears to be losng some of its necessary priority.

A brief department training history might be helpful. Training mandates can be
tracked back to 1960 and were internally generated by the Chief. They werereflected in a
required twelve hours of fire suppression training per member. Drill records and lesson
plans are not on record. Thisis an estimated guess from drill attendance sheets and log
book entries. This department based format for establishing training mandates continued
until 1982.

At that point, the department was providing emergency medica transport and fire
prevention ingpections to go dong with fire suppresson duties. It was at that time the
assgnment of atraining officer position became aredity.

The pogition took the format of an additiond “assgnment” to one of the shift
officers.  Thetraining officer title and responsihilities were added to one of the shift
officer’ sjob descriptions. At the time the organizationd positions were Chief, Deputy
Chief, three Shift officers, and ninefirefighter/EM T’ s.

The establishment of the position did not come as recognition of increasing areas
of service and training respongihilities, but rather as away to track rembursable training
funds from the state by being a part of the state-wide certification programs. Traning
was dill very vaued in the organization but the “formaizing’ of the format was not
embraced. It was decided that this was a needed responsibility, but not of such a

meagnitude that an additional position could stand aone on its merit.



Since 1982, the fire service has witnessed a tremendous increase in the number of
local, date, and federa training mandates that have impacted our organizations. Whether
they are reflected in the areas of fire suppresson, hazardous materids, confined space
awareness, blood borne pathogens, or some other service areaiis not the issue. The
bottom line asit relates to the training officer of the Hinsdale Fire department is that
these continuing education mandates equd literdly months of training per firefighter that
must be scheduled, devised and implemented on an annua bass.

The local, state, and federd regulations that the department and the training
officer are held accountable to comply with have replaced the previous system of
developing training quotas based solely on the mandates of the individud fire
department. This has become alogigtica nightmare for the training officer. Itishis
respongbility to see that, regardless of the non-emergency and emergency duties, each
member of thelr department meets these training mandates and have it documented &t the
end of each year. This process includes scheduling, writing, revising, implementing, and
evauating lesson plansto deliver dl the topics.

The department operated for years without the benefit of formalized lesson plans
for any type of training. It is only within the |ast decade that lesson plans were written
and utilized on alimited bass. However, each new service area added to fire suppression
by mandate or community demand comes with the added responsibility of increased
scheduling loads and lesson plan development and revision. The upgrade to paramedic
service done added consderable training hoursin the fidld of EM S to each member per

month.



Since that time, the number of areas of service that we provide and are
responsible for hasincreased threefold. The number of emergencies responded to have
amogt tripled.

Throughout al these additions and upgrades to the organization, the format of the
training officer’s postion and the training divison has remained the same. Thiswasthe
driving force behind the evauation of whether the training needs of the Hinsdde Fire
Department were truly being met with the exigting training officer format.

Thisresearch problem isrelated to the executive planning section of the
Executive Fire Officer Program. This problem requires the use of analysis skills applied
to the current situation and then an evauation of the factors identified. The results of this
andyss may lead to a gtrategic plan for the organization concerning the training officer’s

position and any accompanying departmenta impacts.



LITERATURE REVIEW

Various magazine articles aswdll as gpplied research projects from the Nationd
Fire Academy were reviewed to identify common training officer expectations and
format. Hinsdae Fire department roster sheets, log books, training schedules and drill
sheets were examined to quantify the number of personnd, training officer positions, call
volume and type of incidents responded to. The other reason to examine these records
was to identify the number of competing non-emergency functions provided by the
department.

Newdetters published by the International Association of Fire Chiefs and the
Congressiona Fire Service Ingtitute were examined for their studies on the type of
training being conducted throughout the United States.

Regulatory documents provided by the U. S. Department of Labor, Occupationa
Safety & Hedth Adminigtration and the Nationd Fire Protection Association were
gudied for information regarding fire service regulations. The literature reveds a
common dedication to training throughout the United States and a recognition of the
importance of the training officer’s postion. What is interesting is the evauetion of the
work load and responghbility placed on that individud. Everyone from the federd
government through the Chief right on down to the firefighter has certain expectations of
the training officer.

Let’s examine some of these expectations. According to NFPA standards and
OSHA regulations, the time spent on training associated with paperwork would amount
to thirty hours per week (Tappe, 1990). While record keeping is atask that many training

officers do not enjoy, it reflects the department’ s productiveness and verifiesits leve of



preparedness. These records become critical testimony at personnel hearings,
promoationa exams, and civil/crimind hearings againgt the department (Bytner,1982).

If record keeping is so critical and it takes as much as thirty hours per week, how
can a shift member be expected to keep up with record tracking let done dl the other
duties? Thiswould appear to serioudy impact the effectiveness the current shift format
used in the Hinsdd e fire department.

“The Internationa Society of Fire Service Ingructors believes that ingruction is
the responghility of the company officer.” (Wilmoth 1987) The theory wasthat this
format would dlow the training officer to goend time formulating training programs
while others assured the delivery of the program. Thiswould alow the training officer to
handle other responsibilities such as EMS programs, OSHA mandated safety programs,
and federaly mandated hazardous materias planning.

| believe thiswas the basis for the current training officer format used in our
department. However, there is one key assumption made in thistheory. That assumption
isthat training isthe mgor function of the shift officer which is not the case in our
department. There are competing functions such as emergency medical response, fire
prevention, public education, and hazardous materids mitigation just to name afew.

In 1982, the call volume was only sx hundred sixty-two cdls of which none were
hazardous materials, confined space rescue or advanced life support calls. That doesn't
even average out to two calls per twenty-four hour shift. Even in the worst case scenario
where these calls occurred during the 7 am. to 7 p.m. time frame there was till plenty of
available timeto train or develop programs.  1n 1996 and 1997 combined we responded

to three thousand six hundred ninety-three emergency cdls.



Some literature has suggested using firefightersin therole to assst in the
development of these training programs. However, only one third of their work timeis
available during the daytime hours when training normally occurs. They are under the
same redtrictions in terms of competing factors as the shift officer.

Fire Depatments interviewed by Deputy Chief Kevin Tappein hisresearch
project on “Are Training Officers Overworked? (1990) found that most departments had
very few gaff officersto begin with, which made arguing for atraining officer asan
additiond gtaff function that much more difficult. Yet most departments fet that the Saff
officer pogition was the correct format for atraining officer.

“Severd Chiefsfdt that, idedly, atraining officer should have no other
responghilities than the planning and implemerting of atraining program” (Wilmoth
1987). Cdifornia State fire Marshd in hisformer role as Chief of the Fullerton
Cdifornia Fire department stated that “if | had to give up dl other staff functions, the one
gaff function | would maintain would be the Chief Officer in charge of training.” Fire
Chiefs contacted from most paid departments had afull time training officer or training
coordinator. (Wilmoth,1987)

A Fire and Emergency Service survey conducted by the Congressional Fire
Searvice Indtitute asked Chiefs what they thought was the most pressing issue facing the
fire servicetoday. The mgority of Chiefs answered that training and education wasthe
most pressing issue.

The Internationa Association of Firefighters recommends more personnd be

employed to handle dl of the additiond training programs taken on by the fire service.



(Tappe, 1990). So we see an issue where labor and management agree on the complexity
and importance of the training issue.

Chief CharlesH. Rule of the Lauderdale Lakes (Florida) Fire department pointed
out, “I think what happensin alot of smal departmentsis that each shift officer becomes
atraining officer, which isgood, but it is very easy to have three departmentsif we don't
have aforty hour aweek training program.” (Wilmoth 1987).

In Chief Dan Henderson of the Holland Michigan Fire Departments Executive
Fire Officer research project on “Management Of A Training Program In A Smdl Fire
Department” (1990), the departments he surveyed and the literature he reviewed had one
common point. That point was the importance of vesting one person with the
responsbility of managing a department’ straining program. A training officer, usudly a
high ranking officer approved by the Fire Chief, coordinates dl classroom
activity.” (Carter, 1977).

So we see even some twenty years ago there was the redlization that someone
needs to be desgnated as responsible for dl training activities. That concept has not
changed over those years. However, amost everything e se about the fire service has
changed.

The Hinsdd e Fire Department has been no exception. We have aready mentioned
the increase in cdl volume verified by the log book as well as the types of emergencies
we respond to.

The other factor that the examination of the log book indicatesistheincreasein
public education programs we produce. 1n 1982, there were no forma school programs.

Currently, there are s&t programs in al grades through sixth grade for dl nine eementary



schools aswell as one junior high and one high school program. This equates to one
hundred twenty-eight presentations in one caendar year.

Fire ingpections were carried out in 1982 but the number of occupanciesto be
ingpected has grown. Other fire prevention functions such as darm testing, plan review
and ste inspections have steadily increased. A tota of one thousand one hundred thirty-
eight fire prevention activities occurred in 1996 and 1997 combined.

The literature review clearly indicates the rationae to reevauate the current
training program and the role of the training officer asit is not a saff position dedicated
soldy to training.

The examination of department documents would aso indicate the increased
duties and the addition of other emergency services have served to increase the work load
on the shift officers. The current training officer continues to function in this shift officer
format.

The literature review clearly indicates the need for atraining officer and the
importance of that pogition. A review of the format that position should assume given dl
the responghilities of this role would be gppropriate a this time to evauate how efficient

the current format isto attaining the training goas of the Hinsdde Fire departmert.



PROCEDURES

A number of assumptions had to be redized prior to beginning the procedures.
The first assumption was that full time departments should be the only type used in
comparative surveys asit was believed that the type of department may impact the format
of the training officer role.

The next assumption was that dl the departments receiving the survey were
providing at least the type and quantity of training dictated by the local, state, and federa
mandates the Hinsdd e Fire department were acting under.

It was assumed that the role of the training officer was a key dement to the
successful delivery of the training program. Another assumption was that each
department defined the position of training officer as the Hinsdale Fire department did.

It was assumed that al departments surveyed dedlt with some non-emergency
functions such as public education or fire prevention activities. The find assumption was
that the increasing number of department members, additiond areas of emergency
response service and accompanying training, and time of emergency response were
factors that needed to be measured as they may impact the efficiency of the current role
of the training officer.

Terms that need to be defined include the last two caendar years to indicate from
January 1, 1996 to January 1, 1998. Format is defined as the work hours assigned to the
training officer’s pogtion. Shift officer is defined in the Hinsdale Fire department as the
rank of Lieutenant and works a twenty-four on forty-eight hours off shift.

Surveys were mailed to forty-seven full time departments throughout the Chicago

metropolitan areato identify the duties and format of the training officer position. These



surveys were to indicate if the shift concept was a customary standard and, if not, what
were some dterndtive formats. (see Appendix A).

It 50 atempted to identify if lesson plan development and scheduling were a
part of the essentia job functions of the training officer’s job description.  The survey
aso identified any other responghbilities delegated to the training officer aswell as asking
an opinion question on the effectiveness of a shift/training officer concept.

Computer aided dispatch data from the last two caendar years was examined to
determine the number of emergency responses and time of day of those responses. This
data was quantified by breaking the twenty-four hour day down into one hour segments
and then adding the calls from both years to reach atotd in each time dot (see gppendix
B).

Department log entries were examined for the same time period to note the
number and time of day that fire prevention and public education activities took place.
Log entrieswill track the time the activity was scheduled and crews | eft to perform the
tasks.

Log book entries were also examined to get a historical perspective of past
training, number of emergency responses annudly, training evolutions, and number of
personnel on the Hinsdae Fire Department.

Fire prevention inspections were aso examined as to the time they were
performed using log book entries aswell asfire prevention records. Department training
schedules and drill sheetsfor the last two years were examined to determineif dl training
objectives were scheduled and met. Theseincluded dl locd, sate, and federa mandated

training plus ten hours of monthly fire suppresson training per member.



Each shift officer on the Hinsdd e Fire Department was interviewed individudly
and posed the same question. The question was* What difficulties do you encounter with
carrying out the training objectives of the department?’ These interviews took place over
three consecutive shift days and were on an individua basis. Responses were

documented by the interviewer.



RESULTS

The records of the computer aided dispatch used by our telecommunications
operators alowed for the tracking of emergency cdls and the time each call was received
over atwenty-four month period from January 1996 through January 1998 (see appendix
B).

The results reflected that between the hours of 7 am. and 7 p.m., the Hinsdde
Fire department responded to two thousand five hundred seventy-eight emergency cdls.
This equated to 69.8% of the total emergency responses for that period (three thousand
sx hundred ninety-three).

Examination of the department’ s log books and fire prevention records indicate
approximately 98% of dl fire prevention ingpections and 100% of al public education
programs occur between the hours of 7 am. and 7 p.m. (see appendix C).

The answer to our research question concerning the impact of non-emergency
functions and emergency response on training indicates a direct conflict with the training
agenda.

The department responds to dmost 70% of its emergency calls, provides 98% of
its fire prevention ingpections and 100 % of the public education programs between the
hoursof 7am. and 7 p.m. Thisisin direct conflict with the training schedule. A review
of the training schedule indicates most training hours are scheduled during the 7 am. to
7 p.m. time dot. Only two drills per year are scheduled after 7 p.m.

This conflict renders the success of the training program a congtant irritation at
best. The increased workload dso fals on the shift officer trying to generate lesson plans,

oversee training and Hill run the shift.



Examination of the training schedules for the last two cdendar yearsindicated
that al mandated training topics were scheduled throughout the year dong with the ten
hours of department mandated fire suppression training.

Examination of the drill sheetsfor the same time period indicated that while dl
federd, state, and local mandates were met by each firefighter in both years, the average
number of fire suppression hours trained per member per month was only four. The drill
sheets d o indicated that while the mandated training in the specidty aress was met, it
very rarely followed the schedule and many times was crammed in at the end of the year.

The Lieutenant’ s interviews reflected two common problems with the training
program (Thomas McCarthy, persond interview, May 26, 1998, Mike Kdly, personal
interview, May 28, 1998, John Mejdrech, persond interview, May 27, 1998). The firgt
problem was the inahility to carry out most scheduled drills during their dlotted time dot
and day due to interruptions that were either emergency call based or fire prevention
related.

Onthistopic, al three expressed support for training but said if they did not get it
in during itstime dot, the day got busy and training took a back seat. Fire suppression
training was viewed as secondary to federdly mandated training in trying to “fit it in” at a
later date.

The second problem was alack of comprehensive lesson plansto cover not only
the fire suppression topics but dso the specidty areas. The current training officer agreed
(John Mejdrech, persond interview, May 27, 1998) that he redlly had no time with
increased shift expectations to keep up with revisng lesson plans let aone cregting new

ones.



The results would indicate that the answer to the research question as to whether
the current method of assigning the training officer’ s pogition to a shift officer was
effective in meeting the Hinsdd e Fire Department’ s training objectives would be aclear
no. Even in a positive environment, the current method of assigning the training officer’s
position to a shift officer is not effective in meeting the Hinsddle Fire Department’s
training objectives.

Thirty-Sx surveys out of the forty-seven surveys sent out to neighboring full time
fire departments to examine their format for training officer were returned (see gppendix
A). The surveysindicated the fallowing:

Question number one dealt with whether or not the department had atraining
officer. All thirty-six responding agencies had someone they designated astheir training
officer. This supports the literature as to the importance of atraining officer to a
department.

Quedtion two dedlt with the schedule their training officer was on. Thirty of the
departments reported their training officer being on aforty hour week. Five reported the
training officer being on shift. One was unanswered.

Three surveys had written in the comment section that additional hours were
worked on off duty days. The number of additiona hours was not specified in any of the
gpplicable surveys.

Question number three dedlt with the training officer having as part of their
essentid functionsin their job description lesson plan devel opment and scheduling. All

thirty-9x surveys returned answered affirmatively to that question.



Question four dedlt with an opinion question. The departments were asked if a
training officer for afull time department could operate effectively as both training
officer and shift officer. Thirty departments answered no while Sx departments
answered yes.

Quedtion five dedlt with the issue of whether the training officer had other
respongibilities. Thirty-four departments answered yes. Of the additional duties, Six
departments answered shift officer responsbility. Five answered some type of fire
prevention duties. Twenty-eight departments included some type of safety officer
consderation whether it be scene safety, hazardous materids safety officer or in house
sofety.

Some departments mentioned more than one other responsibility beyond the
training officer role. Of the eeven departments that answered ether fire prevention or
shift duties, seven dso mentioned safety officer consderations.

These results would indicate that the answer to the research question as to what
format other fire departments were using for the training officer isthat aforty hour a
week format is the most commonly used, thirty out of thirty-Six departments. Evenin
departments where a shift officer is used, three out of five commented that they provided
additiond work hours per week beyond their shift. Thirty out of thirty-sx departments
aso rendered the opinion that the training officer could not function effectively as a shift
officer 0.

In addition, most of these departments utilized the training officer position for an

additiona duty with the most prevaent duty being safety officer. It would gppear that an



atempt was made to keep the training officer’s main respongbility on training and away

from shift duty.



DISCUSSION

There are alot of common points between the literature review and the actua
results of our research concerning the training officer’ s position. The literature review
clearly indicates a common dedication to the training officer’ s pogtion throughout the
United States. Our surveys indicated that of thirty-six responding departments al hed
someone designated as their training officer.

The literature dso pointed out that the time aone spent on paperwork for the
training officer would be thirty hours per week. In that case, the individua could not keep
up on shift due to trying to keep up with the paperwork aone. In fact, our surveys
reveded only five departments that hed the training officer on shift. In three of those
cases, some amount of additiond time beyond shift work was mentioned in the comment
section as being provided for the training officer.

We saw in the literature review that records were very important for anumber of
reasons from promotion to legd liability. Yet in our persond interviews of Hinsdde
Lieutenants, we found that our shift officers struggled to get in the training and fell short
on their fire training. How was the person responsible for training to stay on top of this
problem with dl their other duties?

While it wasfelt by the International Society of Fire Ingtructors thet “instruction
isthe respongibility of the company officer” (Wilmoth 1987), our interviews with the shift
officers found this responsibility difficult to achieve. This was the result of the incressed
workload during the daytime hours of 7 am. to 7 p.m.

During that time period amost 70% of our emergency responses occurred, 98%

of the fire prevention and 100% of the public education duties took place. The theory



held by the International Society of Fire Ingtructors was that by the company officer
providing the training, the training officer could concentrate on formulating training
programs. They could aso handle other respongihilities like EMS and OSHA mandated
safety programs aong with federdly mandated hazardous materids planning.

Our results indicate that doesn't occur when the training officer is dso a shift
officer under the same work demands as their fellow shift members. This reasonably
leads to the concerns we heard in the shift officer interviews about the lack of lesson plan
development. The current training officer echoed that sentiment and confirmed thet this
areawas lacking due to the documented time crunch resulting from both emergency and
norn-emergency events.

While the two year review of the training schedule and drill sheets indicated that
al mandated training, whether it be federd or state, was accomplished; somefire training
fdl through the cracks. | found it epecidly interesting to hear how fire training has
taken a back seet to the other functions of the day when interruptions occur. Thiswould
seem to cry out for adaily “watchdog” to insure training receives the priority thet al the
literature review, as well as our research, indicates it deserves.

The literature review indicated that back in 1982 when the current training officer
format was devel oped, the Hinsdd e Fire department responded to six hundred sixty-two
cdlsfor service of which none were for hazardous materids, advanced life support or
confined space rescue. These are areas we now spend consderable timein locd and
federdly mandated training.

That, coupled with the fact that Sx hundred sixty-two cals averagesto less than

two calls per twenty-four hour shift, would seem to indicate why the particular training



program we are under was successful back in 1982. Not only were there less required
areas of training, there was more time available to accomplish it and even some time left
over for program development.

The training calendar back then was only concerned with fire and basic first
responder EM S type training. Even in the odd occurrence that the training was not
accomplished because one of those two emergency calls took a prolonged duration, there
was plenty of time to make it up next shift.

The literature review dso referred to the concept of firefighters assgting with the
training programs. As was stated in that section and affirmed by the deta, al shift
personne from shift officer on down on the Hinsdae Fire department has a busy
schedule each day they report for duty.

Theliterature review spoke to the need for astaff officer postion for the training
officer. It dso referred to the fact that most Fire Chiefs surveyed from paid departments
had afull timetraining officer. The literature review of Chief Henderson’ s research
project states that the common point in dl the departments he surveyed was the
importance of vesting one person with the respongbility of the training program. Chief
Rule s comments followed this line of thinking with the need for a*“forty hour aweek
training program” (Wilmoth 1987).

The results of the surveys with thirty departments out of thirty-six reporting
indicating they had their training officer on aforty hour week would substantiate these
beliefs. These results were dso mirrored in the opinion question of whether atraining
officer for afull time department could operate effectively as a shift officer. Again thirty

out of thirty-six said no. In each case the department’ s answer was consistent with the



training officer format they chose. It would have been interesting to know if their answer
was based on judtification for their own format or the success of ther current format.

The literature review went on to say that “ Severd Chiefsfdt that idedly, a
training officer should have no other responsihilities than the planning and implementing
of atraining program” (Wilmoth 1987). Our results from the surveys indicated that thirty-
four out of thirty-sx departments had other responsihilities for their training officers.

While thiswould seem to fly in the face of the literature review, | think it needsto
be put in context. Five of those departments had their training officer dso acting asa
shift officer, but three of those five redlized that additiond time beyond duty shift time
was necessary to accomplish their job as training officer.

Whilethe survey did not specificdly ask for thisinformation, it would have been
interesting to seeif the other three departments who have a training officer on shift dso
gave additiond time to thair training officer. Thiswould dleviate some of thetime
conflict faced by a shift/training officer format.

Twenty-eght departments have their training officer in some type of safety
officer role. These roles usudly take up very little adminigtrative time and are many
times a part of training or confined to the emergency scene. Even those departments that
had more than one responsbility delegated to the training officer included safety as an
additiond role.

Asfar back astwenty years ago, we see the recognition that “A training officer,
usudly ahigh ranking officer gpproved by the Fire Chief, coordinates dl classroom
activity.” (Carter, 1977) That was without the conflicts of other training areas or non-

emergency workloads.



Our results clearly indicated that gpproximately 70% of the emergency responses,
98% of the fire prevention inspections and 100% of the public education programs
occurred between 7 am. and 7 p.m. This, coupled with the shift/traning officer format,
could not possibly alow for the kind of management that atraining divison requiresin
this day and age.

Thisleads to the Stuation identified by the shift officersin our results that
indicated ther frustration with the inability to carry out the training schedule due to lack
of time resulting from competing work Stuations. It also explainstheir concerns over
lesson plan development. The shift/training officer format leaves no time for this critica
developmenta process.

What are the implications to the Hinsda e fire department as aresult of these
findings? Thefirg implication is thet the training divison asit is currently formaited is
not meeting the training objectives of the department. Those being annud training to
meet al mandates whether loca, sate, or federd and aminimum of ten fire suppression
hours per member per month.

The second implication is that the position of training officer and its current satus
as an additional job function to a shift officer is not effective. The survey resultswould
indicate that the mgority of other full time departments have seen this trend and acted to
provide aforty hour aweek training officer. All departments face the increased
workloads and demands by their communities to provide more services within the same

budget congraints.



A third implication isthat atraining division thet is not effective leeds to other
aress of great concern. The safety of our members, the ahility to serve the community at
peak performance, and generd preparedness liability issues could be raised.

A find and very obviousimplication isthat any change to the current training
officer format will include budget impacts whether they be increased overtime dedication

or the crestion of an additiona position.



RECOMMENDATIONS

The purpose of this research project was to examine the effectiveness of the
current training program of the Hinsdae fire department. Specificdly, the format of the
training officer asit related to the effectiveness of the training program.

Factors such as non-emergency functions and emergency responses were
evauated asto their impacts. Other full-time departments were surveyed to see how they
were dedling with ther training officer format. The results led to a series of
recommendations.

Thetraining officer position asit is currently formetted is ineffective. Training is
an important and time consuming endeavor. Results indicated thet while loca and
federdly mandated training was achieved, department fire related goa's were not. Lesson
plan development and curriculum review were basically non-existent. Whomever the
traning officer iswill have afull time postion in that capacity done. He can no longer
function as a shift officer dso.

Therisng emergency calls, non-emergency functions and the work volume load
placed on a shift officer and his crew during the daytime hours of 7 am. to 7 p.m.
removes the ability to monitor and creste quadlity training. Our results indicated that
amost the entire work day as defined by non-emergency and emergency functions occur
during these hours. This includes 70% of the emergency cals, 98% of fire prevention
duties and 100% of public education programs.

These additiona functionswill not go away but probably increase in our effortsto
mest our citizen's demands. Training can only occasondly be held a night so something

must be done with the training officer’ s pogition to dlow for design, implementation and



accurate recording of department and mandate based training gods. These areas were
specificdly identified in the persond interviews with the current training officer and his
felow shift officers as problems with the current training officer format.

Thefirg recommendation would be to begin to bring the current training officer
back on alimited amount of hours per week to get the program temporarily back on
track. Three of five departmentsin our survey that did not use aforty hour aweek format
did use thistype of sysem to assist ther shift officer in meeting the training officer’s
demands.

The next recommendation would be to budget for an additiona position of a staff
Lieutenant who would assume the role of training/safety officer. Thiswould be aday
position or forty hour aweek format. Thisis congstent with the format used by thirty of
the thirty-six departments that responded to our survey.

Thiswould require the hiring of one firefighter/paramedic to replace the
Lieutenant who will go to the staff pogtion. Once that person is hired, a promotiona
exam should be held for the open shift Lieutenant’s position. Thiswould aso require a
budgeted item.

A comprehensive job description for the new position would be established,
making sure that dl components, including lesson plan development and curriculum
review, areincluded. The training officer position would be offered to dl shift officers.

A seniority based system would be followed if more than one officer isinterested in the

position.
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APPENDIX A

TRAINING OFFICER SURVEY

Please take afew momentsto fill out the survey below regarding aresearch project for
the Executive Fire Officer Program at the National Fire Academy.

Fire Department

Chief

1) Does your department have atraining officer? __ Yes _ No

2) What scheduleisyour training officer on? 40 hour __ Shift __ Other
If other, please specify or comment

3) Does your training officer have as an essentid function of their job description
lesson plan development and scheduling? __Yes __ _No

4) In your opinion, can atraining officer for a department operate effectively as both
training officer and shift officer? __Yes __ No

5) Does your training officer have other respongbilities? — Yes _ No

If yes, please specify what they are




APPENDIX B

INCIDENT CALL SUMMARY BY TIME OF CALL

1996/1997
TIME #OF CALLS

Midnight to 1 am. 65
lam.to2am. 59
2am.to3am. 55
3am.to4am. 64
4am.to5am. 75
Sam.to6am. 65
6am.to7am. 77
7am.to8am. 143
8am.to9am. 183
9am.to10am. 166
10am. to 11 am. 237
11 am. to Noon 256
Noonto 1 p.m. 235
1p.m.to2p.m. 208
2p.m.to 3 p.m. 231
3 p.m.to4 p.m. 232
4p.m.to5p.m. 226
5p.m.to 6 p.m. 229
6 p.m.to 7 p.m. 232
7 p.m.to 8 p.m. 183
8p.m.to 9 p.m. 173
9p.m. to 10 p.m. 136
10 p.m. to 11 p.m. 86
11 p.m. to Midnight 77

TOTAL 3,693



APPENDIX C

1996/1997
# of Fire Prevention I nspections # of Public Education Programs
Time # Time #
Midnightto 1 am. 0 Midnight to 1 am. 0
lam.to2am. 0 lam.to2am. 0
2am.to3am. 0 2am.to3am. 0
3am.to4am. 0 3am.to4am. 0
4am.to5am. 0 4am.to5am. 0
S5am.to6am. 0 S5am.to6am. 0
6am.to7am. 3 6am.to7am. 0
7am.to8am. 114 7am.to8am. 0
8am.to9am. 38 8am.to9am. 0
9am. to 10 am. 18 9am.to10am. 54
10am.to 11 am. 7 10am.to 11 am. 72
11 am. to Noon 4 11 am. to Noon 36
Noonto 1 p.m. 3 Noonto 1 p.m. 36
1p.m.to2p.m. 285 1p.m.to2p.m. 18
2 p.m.to 3 p.m. 239 2p.m.to 3 p.m. 40
3p.m.to4pm. 309 3 p.m.to4 p.m. 0
4p.m.to5p.m. 79 4p.m.to5p.m. 0
5p.m. to 6 p.m. 17 5p.m. to 6 p.m. 0
6 p.m.to 7 p.m. 1 6 p.m.to 7 p.m. 0
7 p.m.to 8 p.m. 1 7 p.m.to 8 p.m. 0
8p.m.to 9 p.m. 8 8p.m.to 9 p.m. 0
9 p.m. to 10 p.m. 5 9 p.m. to 10 p.m. 0
10 p.m. to 11 p.m. 2 10 p.m. to 11 p.m. 0
11 p.m. to Midnight 3 11 p.m. to Midnight 0
Total 1,136 256
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